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Understanding Resourcing and Talent Planning 
1. An employee is emigrating and asks you if the labour market trends of their destination country are the same as in the UK. Describe the key contemporary trends in both the UK labour market and in the labour market of any other country (of your choice).
Labour market trends throughout 2020/21 have been impacted significantly by the COVID-19 pandemic, both within the UK and globally. There have also been changes more specifically within the UK and EU due to Brexit, with these changes being felt more widely into 2021 when the UK’s transition out of the EU took place. 
The CIPD Labour Market outlook survey in February 2021 advised that after a significant drop in employment during the summer of 2020, net employment in the UK was recovering, with employer confidence in some sectors being high (namely within healthcare and IT). This has been due to clarity around COVID-19 restrictions being relaxed, vaccination programmes and outlook being more positive within these industries. However, confidence within sectors such as hospitality has remained low due to catastrophic impacts of the pandemic on jobs and certainty on the security of the sector. (CIPD, 2021) Overall, the UK’s employment rate is currently at 75.2%, which is 1% lower than the previous year, with the unemployment rate currently standing at 5% (ONS, 2021) The impact of COVID-19 also saw a record number of redundancies as organisations in many industries struggled to cope with restrictions and the added costs to their businesses relating to the pandemic, which led to almost 15 people per 1,000 being made redundant during the peak of the pandemic. (Leaker, 2021) Initiatives developed to support businesses such as the furlough scheme also meant there were changes in terms of hours worked and payroll statistics; with an estimated 7.9 million people “temporarily away from work” during April 2020. This figure had decreased to 4.1 million people by November 2020. Figures also showed that between April and November 2020, up to 16% of the population was on furlough. (ONS, 2021)
The availability of labour within the UK has recovered slightly; with an increase of vacancies up to September 2020. However, vacancies remain less than pre-COVID levels, with estimates showing that the number of vacancies compared to 2019 are over 40% lower (Leaker, 2020) In terms of sector, both public and private sectors have been impacted heavily over the past year. Public sector workers were advised of pay freezes to combat the financial losses caused by COVID-19, and increasing fatigue amongst staff has caused concern, with resources stretched to capacity. (Clark, 2020) In comparison, the private sector has suffered upheaval in different ways. COVID-19 was said to have accelerated redundancies in some parts of the sector, and comparatively with the public sector, pay is said to have fallen (in terms of hours paid) due to the nature of industries within the sector, for example, hospitality. In the industries most impacted within the private sector, 16-21 year olds make up the largest portion of workers affected by COVID-19. (ONS, 2020) 
Comparatively, Australia has an unemployment rate currently of 5.6%, which is slightly above the UK, with an employment rate of just over 66%. Compared to 2019, employment is 8% lower, and the unemployment rate was as low as 6.9% during the peak of the pandemic. As in the UK, the COVID-19 pandemic has caused dramatic changes in the labour market, with many industries (particularly in the private sector) having to make job reductions to combat the impact of COVID-19. (ABS, 2021) As in the UK, the number of vacancies within the Australian labour market decreased significantly throughout the spring of 2020, and gradually increased as the year went on and restrictions were loosened. Australia introduced a Coronavirus benefit supplement to support individuals who were made redundant or had to withdraw from the labour market. Interestingly, it was noted that most individuals who withdrew from the labour market were female due to school closures. (Borland, 2020) With regards to impact on age groups, from March to May 2020, 15-24 year olds in the Australian labour market were most affected by job losses or movement out of the labour force due to them mainly being employed in industries most heavily impacted by COVID-19 (i.e. service industries). It was also found that, as in the UK, the private sector was affected by job losses and reductions in pay, whereas the public sector remained largely stagnant. (Karp, 2020)
In summary, labour markets across the world have been impacted in similar ways over the past year due to the COVID-19 pandemic. Changes seen have been similar in terms of unemployment and, how the pandemic has affected certain industries and demographics of society. Recovery is being seen, as restrictions are lifted, and longer-term plans are put in place to support businesses to aid recovery of the labour market.
2. A new HR assistant asks you to explain the following aspects of workforce planning:
· key principles of workforce planning
· tools used in workforce planning
· how to develop a basic people plan, including succession planning
Workforce planning is a critical part of any organisational strategy. To allow an organisation to be agile and cope with demands of a changing business landscape, it is prudent to ensure workforce planning is a core business process to enable long term objectives. (CIPD, 2020) 
Workforce planning can be utilised in different ways, and there are several principles to consider during the process. It is crucial to understand the organisation itself and its direction, then analyse how the workforce currently operates and how this will change over time. At this stage it is important to consider skills gaps, whilst planning how the business will overcome any challenges due to these issues. Actions then need to be put into place to meet the objectives of the workforce planning activities, with evaluation taking place throughout to ensure a robust process is followed. (CIPD, 2020) It is important to recognise that buy-in is also needed from stakeholders across all levels. Ensuring activities are focussed on by the business, with a bigger picture view to ensure clarity for employees, will support this. Workforce planning has become particularly crucial considering the COVID-19 pandemic, with businesses identifying key roles that are critical for business continuity. Succession planning to ensure critical roles are ‘future proof’ and identifying automation to minimise monotonous processes to free up labour are other major considerations for organisations going forward, particularly considering an ageing workforce within the UK and developments in technology. (Gibson, 2020) 
There are many tools that can be used to monitor and analyse workforce planning. When developing a strategy, an organisation could use PESTLE or SWOT analysis methods to measure where the business is positioned and potential challenges that the organisation could face in both the present and future. The organisation could then look to utilise different methods to plan and analyse workforce planning, including:
· Scenario Planning – where the business will look to create possible outcomes to the workforce planning activities and determine how the business would perform within each scenario. Changes could include examples such as a crisis (e.g. COVID-19) or technological changes within the market.
· Strategic Workforce planning map – this involves ‘mapping’ HR objectives in line with organisational objectives, to align the strategic outlook of the business. Looking from the top down, a map such as this will aim to see the ‘bigger picture’ of what the organisation needs to achieve, and then plan objectives around how to achieve these goals. 
· Skills/Job analysis – this includes analysing external trends, to benchmark if roles and the skills required for them are accurately met, whilst ensuring compensation is also in line with competitors. An organisation could use a skills matrix to map where skills are in short supply, and plan how to plug any gaps (for example through succession planning, upskilling, or promoting staff). This can support the business to not only remain competitive within its market, but also ensure retention of employees by offering opportunities to develop and clear succession plans.  
(HRT, 2020)
Utilising the above tools, an organisation can ensure robust practices are followed when workforce planning is being undertaken. It is important to also carry out analysis as an ongoing activity, particularly around skills and talent within the organisation. Some businesses may look to create an organisational talent inventory, which looks to manage talent in a more strategic way and links to overall objectives of the business. Involving the correct stakeholder and ensuring talent management within the organisation is inclusive is also critical when developing initiatives such as talent inventories. This ensures that the widest pool of talent can be accessed, in a fair way, and gains a buy-in from the business in its entirety. The organisation can also utilise evaluation processes to measure the results of how well talent management is working, for example via productivity, output, and turnover in comparison with the cost to the business. This type of evaluation can also ensure return on investment is also monitored appropriately. (Houghton, 2020) 
Succession planning, as above, is critical for the future of a business. However, it is important to remember short term planning is key to ensuring operations continue ‘day-to-day’ should there be a crisis or interruption to the business. Having a plan in place that outlines how the workforce links to objectives of the organisation and ensures recruitment needs are met, can support operations in the short term but also support future plans. 
3. Your Director asks for your thoughts on how the organisation can attract the talented people it requires and ensure that these people stay with the organisation. Explain different approaches an organisation can take to both attracting and retaining talent, and the strengths and weaknesses of each approach. 

Attracting and retaining talent is a key factor for organisations to consider when developing workforce planning strategies or initiatives. A Mckinsey survey found that almost one third of senior leaders believe that finding talent within their sector is their biggest challenge (Keller and Meaney, 2017), and with increasing shortages of skills across the world or ‘brain-drains’ (where skilled individuals move from their own countries to other countries where skills are in demand or have more attractive job markets) this issue is becoming more apparent for many organisations globally. Brexit has impacted migration of skills both into, and out of, the UK, with some studies estimating that migration from the UK into the EU since the 2016 referendum has increased by over 30%. (Helm, 2020) Coupled with an ageing workforce and fluctuations across markets due to the pandemic, it is more important than ever for organisations to have robust attraction and retention strategies. 

There are many approaches a business can take to attract and/or recruit talent, but it is important to remember that having clear processes around retaining talent is important particularly in a competitive and turbulent market. The most important factor of a strong attraction and retention strategy is to ensure it underpins and supports organisational objectives. Investment in recruitment is also critical, with a focus on making investments in individuals within the business when they join the organisation as employees. Lastly, having committed line managers who are focussed on driving talent management, whilst creating a culture that is agile and moves with the times, is a real draw for talent who look at the organisation as a whole and not just the job role itself. (Hill et Al., 2014) From the outset, organisations are attempting to create a relationship with interested candidates. Interviews assess the candidates’ skills and whether they would be a good fit for the business (Armstrong and Taylor, 2014) However, interviews can be subject to unconscious bias from the interview panel, and therefore may only make up a section of the recruitment process. Many businesses now incorporate assessments, anonymous applications, and other tools to ensure a fair process is followed as much as possible, to reduce any possible bias within the process. 

Attracting talent can include many different approaches, with organisations having strategic initiatives around different stages of the process. An organisation may look to improve its branding and positioning within the market by ensuring its reputation is that of being a good employer, which is prudent as 90% of job seekers would not apply for a role at a company with a bad reputation. (Mason, 2019) This demonstrates that attracting talent should be considered as part of organisational strategy, and not just for attracting new talent.   Ensuring the candidates’ experience is positive is also vital when attracting talent to a business. This can include having a simple application process, good communication throughout the process and giving feedback to candidates. Gaining feedback from both successful and unsuccessful candidates can also assist with any improvements or changes needed for the recruitment process, directly from individuals involved. (McCartney, 2017) A negative experience for candidates can affect organisational reputation, which can impact recruitment. 

Organisations should ensure there are opportunities for employees to develop, which can attract job candidates. Alongside development opportunities, investing in training for employees to develop from within is also an important factor in ensuring long term talent planning objectives can be met. (Reilly et Al., 2018) Finally, organisations may wish to review their benefits and pay structures to remain competitive. This may not be possible due to cost implications for some businesses, therefore, looking at cost effective or cost neutral ways to attract candidates may be required. With a 2016 survey finding that a third of employees would prefer flexibility in their hours over a pay rise, offering flexible working may attract talent. (IIP, 2016) With a large proportion of the workforce also being millennials, who value experiences over financial incentive, opportunities such as volunteering may be an attractive benefit that isn’t financially driven. (Crush, 2017) Thinking of ways to differentiate from competitors can be an advantage for employers looking to attract talent, which can mean the difference to candidates who are looking for a job opportunity. 

4. In preparation for input at a managers’ meeting*, summarise the following:
· key aspects of good practice in relation to developing job descriptions, person specifications and competency frameworks
· different methods of recruitment and selection, and the strengths and weaknesses of each 
· good practice in relation to dismissal, redundancy and retirement

When considering resourcing and talent planning, organisations should ensure that have good practices around their processes. There are several different methods of recruitment and selection that can be utilised, and employers should ensure their processes are fair. (CIPD, 2020) These approaches may be internal ‘in house’ recruitment and selection, which can be cost effective but there may be issues with a lack of diversity and innovation due to bias within the recruitment process. Many organisations now mitigate this risk by using selection tools such as assessments or testing to minimise any bias practices. A business may also opt to use a recruitment agency for example when a role is more specialised, or there is a requirement for multiple roles to be hired for. Using an external party can bring a new approach with less bias, however, using agencies can be time consuming and expensive. (Campling, 2019) Organisations may have methods that work specifically for them, such as referral schemes where employees are rewarded when someone they personally refer is employed. However, this can lead to discrimination, and it may be prudent to advertise more widely to ensure a diverse talent pool. (CIPD, 2020) A business may also have a robust apprenticeship, graduate, or internship programme to ensure fresh talent is constantly being pipelined into the organisation. Again, it is important to remember that the selection process for such programmes is fair and diversity is considered, by having a larger pool of talent from different sources. (Stewart, 2000)

Another consideration as part of the recruitment and selection process, but also as part of the business, is ensuring that job descriptions and person specifications are appropriate for the role they relate to. A job description sets out the fundamentals of the role including purpose, main duties and the terms and conditions involved. (Armstrong, 2009) Effective job descriptions ensure expectations are communicated effectively to both current employees and prospective job candidates. Having clear job descriptions supports talent planning as they can be used to understand the organisations’ current talent pool, what is needed in terms of succession planning and where skills need to be developed, to enhance employees’ competencies. (Ndukwe, 2020) 

Comparatively, a person specification outlines the “attributes required of an employee to do the job to the required standard.” (Cushway, 2003) This should include what is required of the ‘ideal’ candidate for the role, such as core competencies and the type of experience required. Many person specifications include essential and desirable criteria, which can help in the selection process. As in all aspects of the recruitment process, it is important to ensure person specifications do not discriminate in any way. An accurate person specification can ensure that job adverts are accurate and where agencies are used, a person specification can be used to brief a recruiter as to what is required. The person specification also underpins the interviewing and selection process, and the continued development of employees. (Rose, 2017)

Competency frameworks, similarly to person specifications, define what an individual needs to succeed in their role. However, core competencies (for example a competency such as people management) are generally related to the organisation or a part of an organisation as oppose to a specific role. (CIPD, 2020) Competency frameworks allow for a defined expectation of how employees need to perform their jobs and allow for the process to be measured. Competency frameworks can however be slow to catch up with changing environments and may not always fit the situation or individual as they are standardised. This can lead to employees behaving the same way and could stifle innovation. (Weeks, 2020) In summary, a good recruitment and selection process is key, and having competency frameworks in place can support ongoing development of employees in the long term. However, organisations need to ensure practices such as these are continuously reviewed and fit for purpose to maximise their potential. 

Dismissal relates to several aspects, and it is best practice to ensure investigations are carried out as early as possible and ensure there is an opportunity for the individual to improve before dismissal is considered, for example through coaching. Dismissal can be fair or unfair; to be fair employers must demonstrate that it was due to five specific reasons. Employers need to also show that they have acted fairly and reasonably during the process. (Suff, 2020) Redundancy is a form of dismissal where a role is no longer needed, and a fair selection process must be followed. Employees should be offered support, treated sensitively, and should be allowed reasonable time off to look for employment. Employers who do not follow the correct process can be penalised. (ACAS, 2021) Where an employee is retiring, ensuring that all options are considered is important for the dismissal to be fair. The employee should be offered different working arrangements (i.e. reduced hours or a change of role) and could even become a consultant for the organisation if appropriate to their job role. An organisation should ensure guidance on retirement is available, particularly from a financial perspective, and some employers utilise the services of their pension provider to give advice to employees. As there is no longer a legal age for retirement, employers cannot force employees to retire. (Age UK, 2021) 
Throughout any dismissal process, an organisation needs to ensure they are compliant with the law and their process is fair. Failure to do so can result in unfair dismissal claims, and implications around discrimination. Dismissal can be stressful for employees, so ensuring there is support at all stages of the process can help employers achieve a smooth process. 
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